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EXECUTIME SUMMARY

OBJECTIMES

The obpctines oftis auditwere to exallat tte phns fort e SociallSe cunty
Adm inistration ¥ (SSA)redesign oftith llsoftw are and o detemine wheterte
progctis onschedul.

BACKGROUND

hteecark 19803, SSA T systtms modemization p hn recognized tte need for a
redesign of tith Nlsoftw are to stream ke bot systms and fie B ope rations.
Starting in 19 85, SSA began a m apre flort tb m ode mize its com putrsystms and
software witt phnned obpctines such as promding time ¥ de Rery ofbene fit
paymentchecks and im promng customersendce in te fie B offices (FO) A seres
ofnew softw are prograns was re lased t im prone autom ation fort e tth Hinital
chims process in e FOS.

h 1994, due to staffrreductions and tte need forenh anced customersen4ce, SSA
iniiattd te Tith lSoftw are Redesign Progct(Redesign) to creat asingll systm
for on- e processing ofbot initallchims and postentitIment(PE)e\ents.

A costhbenefitanalksis (CBA)w as prepared in 1996 which progpctd, based on

p knning assum ptions, t atfu Bim pIme ntation ofRedesign wou ll resukin

2,587 annua lw ork year samMngs.

h 1997, SSA estimattd t at18 percentofinitallchims are processed manualy
and 82 percentare processed t rough tte Modemized Chins Sysem (MCS). The
processing of FE transactions is performed by a senes of28 softw are programs

t atare considered outn oded because tey are stand-abne systms and are not
integratd. These PE transactions allo inno e manuallprocessing by se\eral

t ousand empbyees bcattd atSSA 3 se\en processing ceners.

The im portance ofRedesign was notd in SSA 3 Business Phn (FHscallYears
(FY)1998-2002)w hich identified itas one oftte Agency 3 fie key initiati\es.
These key initiatines are ofcriticall strat gic im portance for SSA to achie\e its
business and pe rform ance obpctives. The Business Phnestabkhed FY 2000 as
t e targe tdat for fu lim p Ime ntation ofRedesign.
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REDESIGN PROJECT STATUS
HELD STAH-SAVINGS UNREALFK ED
REDESIGN PROGRESS IS SLOW

CONCLUSDNS AND RECOMMENDATIDO NS

PropctimpEmentation h as been de khyed and restructured for a num ber ofrrasons,
inc iding kck ofMedicare business k now Bdge and insufiicientstaffand resources
assigned. As aresulk te rrakation ofanestimatd 2,587 wonyears annualf will
be de Byed, Bt us reducing te staffesources anaihbll ©o perform ot erneeded
customersendces. We are recommending ©t at SSA increase t e resources
assigned  Redesignin orderto meett e FY 2000 targe tfor fina lcom p Btion.

AGENCY COMMENTS

hitt wrnten response o te draft e port, SSA agreed w it our findings and

recom mendations. To dat, SSA has assigned additionalresources  t e progct,
incliding staffw it Medicare and healh insurance expertise, and obtained

h igh -pe form ance com putrs t expedit com pltion oft e software modulls.

SSA allostatd t atithas re-exallatd tte impEmentation schedull forthe
progctand de\e bped a strattgy to accom pkh te Redesign t rough incremental
softw are re Bases. SSA ack now Bdged t atRedesign wilinotbe full impEmentd
by FY 2000 buth as p hnned se\erallre Bases tO promMde interim w ork ye ar samMngs
for Fys 1999 and 2000. (See Appendix A fort e fullextoft e Agency 3
comment.)

O IG RESPONSE

We agree wit te cornectine actions taken by te Agency.
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INTRODUCTIO N

OBJECTIMES

The obpctines oftis auditwere to exallatt tte phns for SSA 3 redesign of tith 1l
software and o detemine whetierte propctis onschedul.

BACKGROUND
M ode mization ofM ainfram e Softw are

SSA began a mapreflort to m ode mize its com putersystms in te mid-19 80s
wit ovwerallgoall ofensuring tte time B de hery ofbenefitpaymentchecks and

im proMng customersendce in FOs. The systtms mode mization p kn de\e bped by
SSA allo identified potntiallim pronements re hted o softw are de\e bpment

hitia IC him s

SSA 3 re Base ofnew softw are in 1985, te tith IMCS, provded autom ation for
iniiallchims tken in FOs. The MCS softw are captured initia lchins data on- ke
as itwas enttred by FO staffonto t e data base. h te fistr Base ofFMCS
softv are, tis dataw as reform atied for processing in e batch Chins Autom atd
Processing Systm (CAPS) FHom 1985 o te present, in aseres ofincremental
re Bases, SSA has used batch and on- ke processing t ach iexe an 82 percent
autom ation rat for processing initia lc hims.

The inittallc hims process begins atan FO when an appkantfils achim. The
chims are keyed by chims representatines t rough te MCSsystem. The MCS
data co Bction softw are performs surface, re htionsh ip, and ot eredits. About
72 percentofinitalc hims are processed in an on- ke, int ractine mode in which
earnings, entithment, and bene fits are com puttd. Aboutl10 percentare
processed in e CAPS autom ated systm and 18 percentmustbe forw arded o a
processing ce nte r for m anua Iprocessing.

PostentitIme ntActions

Any exentafert e initalfilhg ofa chim forbenefits is considered a PE exent
These exents can be reported by t e beneficiary va a netw ork ofFOs and

€ Iphone centers, iniiatd by dat triggers orot erdata alkkady on fill, or
originatd by ot er autom ated systms in e NatonallCom puttr Centr. The



currentsystm for processing PE transactions is a co Bction of28 prograns t at
inde pe nde nth pe rform \arious functions © adpstpayment and updat cEknt
inform ation. The functioning oftese 28 softw are programs is ine flicientand
sometimes redundantbecause t ey are stand-abne prograns and notintgratd.
As aresullb t e FE transactions inno Lle manuallprocessing by se\eralt ousand
emphbyees bcattd atSSA T se\en processing centrs.

As anexampll oft ese inefficiencies, consider an exentinnvolung te receiptofa
re troactine tith Hbenefitby an indiMdualwh o allo receines Supp ImentallSe curty
lhcome (SSDbenefis. SSA mustprocess a “ indfaBoflse € ’action o reduce te
re troactine paymentby an amountt atreduces tte SSlpayments o equallwh at
shoull have been paidhad tte tth Nbenefits been receined when due. Cunrenth,
tis action inno Les t ree transactions requiring m anua Bprocessing. Under
Redesign, softw are integration wilkk Ininat t e manuallprocessing ofan

e xce ption action att e processing centrs. SSA estimats t atRedesign woull
haw e Ininatd 177,000 exceptions during FY 1996 re hted to tis enxentabne.

Autom ation of Processing Exce ptions and Lim itations

hteecarf 19907, due o staffrductions and grow ing needs fordirectcustomer
contact, SSA 3 managers requestd tie Office ofSystms (0S) o provde

work bad re Efby autom ating be ne ficiary transactions t att e MCS and FE
systtms coull notcompllt autom atcal}. h response, O0S conductd a study

t atidentified 400 types ofexceptions in e tth Nsystems. These exceptions
required an estimatd 2,000 w ork years ofm anualprocessing annua % in FOs and
processing centers.

SSA Redesign hitiati\e

SSA notd t atalofte tith llsoftw are programs required ch anges ifte Agency
were o sawe 2,000 workyears annual} by autom ating t e processing of
exceptions and Inhitations. SSA recognized t atmany oftie same changes were
needed in diferentprograns, Bading © t e recommendation & at SSA de\e bp a
common code foruse in tith Nprocessing. h ke 1994, SSA form al} approed
te redesign propct The bng-tm purposes ofRedesign are : 1)e Ininat te
m anua Bprocessing ofe xceptions and allrts, 2)m ake additiona linform ation

anai kbl on- ke, and 3)conso bat titl Il com putr prograns.

The rrengineered softw are under Redesign w i llconsistof13 com m on business
functions in oner 700 process modulls t atsene allinitalchims and FE
transactions. The process ofde\e bping Redesign softw are consists ofcom bining
t e modified existing code wit new § de\e bped code into te redesigned system.
This eflortis amuli-stp process t atbegins wit defining data needs and

de\e bping processing specificatons, and ends w it rngorous \aldation against



t ousands ofsampll €stcases depicting a wide \ariety ofe\entprocessing
sce narios.

OSestmatd t at1,470 workyears o\er a 7-year period (FY 199 6 t rough

FY 2002)are needed t comp Bt Redesign and to furtherim prone MCS. During
tesame period, tis eflortw ilresu kin estimatd savngs ofo\er

9,800 workyears, ofwhich 5,810 workyears are specificall re hed to Redesign.
The remaining 3,990 workyears re ke t© MCS initatines. The anticipatd

w orkyear saMngs from Redesign by FY is shownin tte folbwing tabl.

Tabl 1. Schedull ofRedesign W ork year SamMngs

FYs Re Base 1 Re Base 2 Tota ISawvngs

(N W ORKYEARS)
1996 0 0 0
1997 0 0 0
1998 0 0 0]
1999 318 0 318
2000 318 0 318
2001 318 2,269 2,587
2002 318 2,269 2,587
Total 1,272 4,538 5,810

Bases for Sauvngs
htgratd CEntData

Redesign softw are w i Bsupporta separatt c Entupdat process prior to processing
a transaction t rough te tth HMbusiness system. Because SSA curnentlh stores
cEntdata in se\xen data bases, tere is significant rdundancy in t e storage of
data. SSA has aleady begun to estabkh asingll cEntspecific data base t at
contains inform ation abouta person t atis notprogram spe cific.

The main benefit from int grating ckEntdata is increased e fliciency by e Ininating
te needtkeydatamore tanonce. Otierbenefits inclide im proned se nice by
e Ininating tte need forempbyees  ask customers forthe same inform ation
more t an once inmulipl chims situatons and by allrtingemp byees when
criicalcEntdatah as changed in anot ersystm.

Exentual, alISSA systms willaccess inform ation abouta person from te cknt
data base. A new process function © be de\e bped afertte com p Btion of
Redesign wilde € m ine ifa transaction inputforone systm allo requires
processing by anoterenttimentsystm (tth I, tth XM, Railload Retirment, or



Bhck Lung) This new process willlautom atical} send t e transaction t© any
ot erprograns t atapph.

Standard Batch Data Form ats

h 1997, SSA receined data in diflering form ats from num e rous sources bot
inemalland exetmalto te Agency. Forexampl, address datamay be form atied
diferenth on te “th ange ofaddress”’inputand te “directdeposit’nput The
cunentprocessing systm uses about20 diferentprogramns to editt ese

e Iments. Witt Redesign, one softw are progran wilbe used t© con\ertalldata
inputin t e batch systm t asingll form atbe fore processing begins, resu ling in
a consistntaddress description.

Transaction hform ation and Status

Redesign wilico Bctand store inform ation foreach be ne ficiary transaction and its
processing status. This new feature wilprovde on-bhe access t© more

com preh ensine customerinform ation, enabbhhg emp byees t respond more quick ¥
and accurat ¥ o customerinquiries and to complt mor transactions in asingl
contact

Batch Transactions Processed On- ke

h tte Redesign envronment, te basic business functions w i llbe comm on
between batch and on- ke transactions. One obpctive ofRedesign is to increase
t e numberoftransactions processed on-ke. Once Redesignis compltd, SSA
w i lbegin sch edu bhg batch transactions curnre nth run atnigh t t be made

anai kb 1 for on- ke processing during idl daytime h ours whenexer computr
processing pow eris anailkbl. Transactions w i lbe processed on- ke, alb ough
SSA anticipats tattere willal ays be a need to supportsome batch
processing.

SCOPE AND METH ODO LOGY

Ourobpctines were oevallat te phns forRedesign and to detemine wheter
te propctis onschedull. To accom pkh ourobpctines, we: 1)he B discussions
witt SSA Headquarters staff, 2)revewed te redesign progctand p knning
documents, 3)consuled t ird-party systm design experts, and 4)re\ewed

indus try inform ation on m ode mizing softw are systms. We did notrevew te
met odo bgy used or\erify t e accuracy ofestimats promded by SSA which are
contained in @ is report The auditw as conductd at Balim ore, Mary knd, and
San Fancisco, Ca Homia, from January to October 199 7. Our auditw as
conductd in accordance w it general} acceptd gove mmentauditing standards.



RESULTS OF REVIEW

h 1994, SSA initiattd Redesign and h as m ade significantprogress in tie inital
stages ofdesign and de\e bpment The propcthas a clar goallofprouding a
singll systm for autom ating a litl Nbusiness transactions. The p knning
activties h axe been bott detailld and com prehensine, and incided a CBA and an
impEmentation schedull oftw o softw are re Bases in Septmber 1998 and
Septmber 2000.

Howexer, we found @ atprogctimpImentation is behind schedull and t e
expectd finallcom p Btion dat is now unknown. A b ough SSA estimated te

de by forte fistr Base from 3t 6 mont s, ©t atre Base on ¥ accounts for about
12 percentoft e expecttd totalannuabkawvngs re hed to Redesign. Thus, te
estimattd annuabkawvngs of2,587 w ork years dexe bped in CBA for FOs and
processing centers willsubstanta ¥ be de hyed untilicom p Ition oft e progct,
tereby pre\enting SSA firom rralbcating stafftohe pmeetot er customersen4ce
needs.

PropctimpEmentation h as been de khyed for a num berofrasons, inc bding ke of
Medicare business k now Bdge and insufiicientassignm entofstaffand resources. This
occurred exen t ough SSA T Business Phn identified Redesign as one offe critical
iniiatines needed fort e Agency to ach ie\e its business and pe rform ance obp ctines.
We are recommending © atSSA increase te staffing and equipmentrsources
assigned o t e propctin orderto acce lrat t e softw are coding and tsting.

REDESIGN PROJECT STATUS

Ourrevew ofte progranming effortfor9 oftie 13 new business functions
showed ttaton k¥ 20 percentofte tasks were compltd. Two oftie nine
functions were 100 percentcompltd, tree were pststared (0ss @ an

2 percentcompltd) and tte remaining fourwere Bss tan 30 percent
complitd. OneraBwe found tattte anaihbll resources forsoftw are

de\e bpmentare between 70 and 75 percentoftie necessary resources t at SSA
estimatd woull be required o compllt te propct

h Marar 1997, Redesign officiall indicated &t at SSA was onschedull tomeette
initia lre Base datt ofSeptmber1998. Howe\er, by September1997, tie
folbw ing ch anges o te propctsciedull were repored t SSA management

aminimum de hy of3to 6 mont s fort e initabkoftw are re Base, and



a proposed ch ange t tte number and timing ofsoftw are re Bases fort e
progct

A second or “mtrm *’re Base w as proposed to pronmde some oftte won year
sauvngs indicated in CBA. The dat fort e finallre Base h as notbeen set

HELD STAH-SAVINGS UNREALFK ED

Redesign officiall statd t atte fistr Base represents amajpr change in te

w ay SSA currentl performs tith Nl processing. H owe\er, t e annuablsawungs of
318 woriyears expeced wit te 1998 re Base representonl aboutl12 percentof
t e expecttd annuallprog ctsauvngs of2,587 woryears. Each year ofde Ry in
com pIting Redesign wilresu kin oner 2,000 w orkyears offie B emp byee e flort

t atcannotbe redirrcttd to ot ersendce needs fortie Agency.

The iniialannuabkawvngs schedulld fortie fistr Base (expectd to be de hyed at
last3to 6 montts)are re hted to:

increased initallchims autom ation (180 w orkyears),

autom ation oftith XMl (Medicare )data co Bction (63 w orkyears),
autom ation ofdata colction for tt e continuing disabi My re\few program
(48 workyears), and

autom ation ofmisce Bneous PE actions (28 w ork years).

Howe\er, e remaining 2,269 annualw orkyear samMngs w i Inotbe achiened untill
complton ofte finakoftw are re Base. The key factoris t att e finabksoftw are
re Base is phnned ©© rephce te existing 28 programs, t ereby reducing com putr
processing e xce ptions by 80 percentand rtua ¥ e Ininating m anua lcom putr
edits for allinitia ic im and FE actions.

We identified additona Bbene fits from Redesign @ atwere notinclided in CBA.
These benefits consistofw orkyear saMngs associatd w it expectd productwvty
gains in 0S. The new stream hed tth Nlcode wilbe easier to maintain and
modify. An OS managerestmatd @ att e numberofprogranming staffneeded
 maintain and de\e bp tith Nbusiness function softw are w i Mbe about25 percent
oft e progranmers presentlh performing t ese activties. This equats t© an
annualsavngs of9 1.5 workyears based on tte cunentstaffing e 1

REDESIGN PROGRESS IS SLOW

Lack ofMedicare Expertise



The inftakoftw are re Base is at Bast3 to 6 mont s befhind schedull. According
t te propctmanager, one key reason w as de hys in com plting de\e bpmentof
criticablsoftw are for processing Medicare enrolhentdata. SSA is stillin e stage
ofde\e bping t e processing spe cifications fortt e new com m on business function
t ath and s beneficiary enrolhentdata. Complting tis task requires staffw it
know Bdge oft e Medicare progran. Propctofficiall stattd t att ey h ad been
unabll © augmentstaffwit te necessary background to compllt tis stage.

Sh ortage of Programmers and Analksts

Propctofficiall statd t attiey h ave notbeen abll © retain a sufficientnumber
ofqualficd program ming staffon t e Redesign progct Significantot er
commitment which reduce staffavai hbilty inc lide :

m aintaining e xisting softw are,
de\e bping new softw are t© support Bgis ktine ch anges, and
m ak ing e xisting programs com p lntw it “year 20007 ’ch anges.

h addition, Redesign needs more analfsts who understand t e tith Nbusiness
functions o expedit te €sting, \valdating, and int grating ofcom p It d softw are
modulls. FAnakesting requires e compltd softw are t process be ne ficiary
transactions meeting a w ide \ariety ofbusiness situations.

Use of R rsonallCom puters for Softw are Testing

The propctmanagerstatd t at9I3 oftte 117 assigned progranming staffare st ll
w aiting for tt e necessary personallcom putrs (PC)or PC upgrades to estte
compltdsoftvare code. As aresulk tstingis performed on tte mainframe

com putrusing an inputtminallbuttis h as beenas bw process. Ak ough no
estimat oftime sauvngs was proMded, OS recognizes t© at PCs can acce Irat te
tsting ofcompltd code. OShas contraced wit a\endorto de her PC
softvare tt atwilaid in te sting ofcompltd code. Nonetie Iss, atte time
ofour revew , te progranming staffw as st llaw aiting t e armvalloft e

high -pe rform ance PCs.



CONCLUSDNS AND RECOMMENDATD NS

The need foraredesigned systm fortith llh as been recognized for about
15years. hteearf 198073, SSA T systems mode mization p kn recognized t e
need foraredesign of tith Nsoftw are to stream bhe bot systms and fie B
operations. kh 1983, SSA compltd te functonallrrquirrment fortie redesign
ofasingl system oftith HNbusiness software. H owe\er, itwas notuntiktbe eark
19903F tattte Agency addressed t e impacton FOs of28 FE programs w it
teirnumerous redundantbusiness functions and t e khck ofintgratd dataw it
t e iniiallc hins process.

h 1994, SSA initiattd Redesign to creat asingll systm for processing bot
initallchims and PE enents. AB ough tie propcthas been underw ay fornearkl
3years, SSAhas had o de hy te iniiablkoftw are re Base schedulld for Septmber
1998 by3t6montis. This firstr Base willhave minimallim pacton w or year
saMngs in e fie B. A second re Base has been added to provde some inte Aim
benefic o tte fie B. The dat fortie finallre Base © compl€ te propcthas not
beenestabkhed. As aresullb te rrakation oft ousands ofw ork ye ar samngs
wilbe de hyed which, in um, reduces te staffresources avai kbl for realbcation
ot ercustomersendce needs.

We recommend © atSSA increase tie resources assigned to Redesign in order to
achie\e its time f com plton. Specifical}, we recommend & atSSA:

1. commitgratrresources t tie propct inclding tte needed progranmers and
program analst ;

2. obtain necessary staffw it expertise in t e Medicare progran t expedit te
time ¥ com p Btion ofcriticabkoftv are modu s ;and

3. prioritize de Khery ofhigh -perform ance PCs t© 0S staffto expedit te tsting of
compltd softw are modulls.

AGENCY COMMENTS

hitt wrnten response o te draft e port, SSA agreed w it our findings and
recom mendations. To dat, SSA h as assigned additionallresources © t e progct,
incliding staffw it Medicare and healh insurance expertise, and obtained

h igh -pe form ance com putrs t expedit com pltion oft e softw are modulls.
SSA allostatd t atithas re-exalblatd tte impEmentation schedull forthe



progctand de\e bped a strattgy to accom pkh te Redesign t rough incremental
softw are re Bases. SSA ack now Bdged t atRedesign wilinotbe full impEmentd
by FY 2000 buth as p hnned se\erallre lases tO promMde interim w ork year samMngs
for Fys 1999 and 2000. (See Appendix A fort e fullextoft e Agency 3
comment.)

O IG RESPONSE

We agree wit te cornectine actions taken by te Agency.
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